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THE DECISION

What this report helps you decide

A field report for brokerages, property managers, and real-estate operators: lead response, listing truth,
screening, fair housing, transaction handoffs, and a measurable pilot.

A useful Al pilot produces work a responsible person can check, improves a measurable result, and leaves a reliable
path when the system is wrong. This report starts with the public evidence, then turns it into a small operating
decision. It is an editorial synthesis, not an original industry survey.

A LISTING IS A PROMISE

Price, availability, features, imagery, and
neighborhood claims need a current source and an
owner. Attractive copy cannot rescue incorrect
property facts.

SCREENING IS NOT A COPY TASK

Rental screening and targeted housing advertising can
affect access to housing. Test criteria, errors, appeal
paths, and outcomes by group before automation.

HANDOFFS MATTER MORE THAN TEXT VOLUME

Connect inquiry, consent, agent assignment, showing,
follow-up, and transaction record before optimizing
generated messages.

MEASURE COMPLETED SERVICE

Track response time, qualified appointments held,
client questions answered, corrections, and
transactions—not emails or listing descriptions
created.

HOW TO USE IT

Read the evidence as a starting point, use the six operating decisions to choose one workflow, and answer the five
scorecard questions before scaling. A provider announcement establishes that a product was offered; it does not prove your
organization will get the same result.

Executive brief October 2026
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MARKET SIGNALS

Three numbers. Three carefully limited
claims.

Survey findings describe respondents and the questions asked. They are not a universal adoption rate or an
experimental result.

5 8 % USED CHATGPT

Share of 1,241 usable responses to NAR's July 2025 member survey reporting
ChatGPT use. Response rate was 2.5%; tool use is not proof of client benefit.

3 3 % MODERATELY POSITIVE

Share of the 1,241-response NAR survey reporting moderately positive Al impact
on their real-estate business; a self-reported perception.

4 6 % NEUTRAL OR NO IMPACT

Share of the same NAR survey selecting neutral/no noticeable impact. These
categories are perceptions, not measured productivity.

Reading rule: do not combine figures from different surveys as though they share a denominator. A user survey, a regulatory
observation, and a company rollout answer different questions.

Evidence and denominators October 2026
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A REPEATABLE CONTROL

From source to decision

The five handoffs below make a pilot auditable without turning every simple task into a committee meeting.

01 SOURCE

Name the approved record, owner, date, and population.

02 PREPARE

Let Al retrieve, compare, draft, or classify inside a defined boundary.

03 VERIFY

A reviewer checks material claims against the original record.

04 AUTHORIZE

A named person approves any client, financial, legal, or housing action.

05 LEARN

Record errors, rework, cost, and whether the intended result happened.

Operating map October 2026
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DECISION 1 OF 6

Start with the property record

The valuable real-estate Al workflow begins with an accurate property record: listing status, price, square
footage, features, restrictions, disclosures, photos, and last update. A model can turn verified fields into
readable copy or answer common questions. It should not invent a school assignment, transit time,
renovation, or amenity. Build a freshness check and a route for an agent to correct the source once, not
patch every downstream description.

REAL-WORLD SCENARIO

A brokerage drafts listing remarks from approved fields and adds links to the source record. The listing agent checks every
claim and marks uncertain fields for follow-up before publication.

WHERE IT FAILS

An Al-enhanced photo makes a room look larger than it is, while the text implies a nonexistent bedroom.

WHAT TO MEASURE

Listing corrections, unsupported claims, time to publish, and buyer or renter complaints.

DECISION NOTE

Before expanding this step, choose an owner, sample real outputs, and write down the error that would make you pause.

Start with the property record October 2026
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DECISION 2 OF 6

The lead-to-showing chain

A buyer inquiry is not value until someone responds, understands the need, schedules a suitable showing,
and follows up. Al can summarize the inquiry, suggest next questions, and prepare an agent response.
The customer relationship system should record consent, assignment, promised next action, and whether
the meeting happened. Do not let a bot schedule against stale inventory or imply that an offer was
accepted.

REAL-WORLD SCENARIO

A weekend inquiry is routed to the on-call agent with a draft reply that confirms availability from the listing feed and offers
two showing times. The agent approves the message.

WHERE IT FAILS

A chatbot sends a confident availability claim after the home goes under contract.

WHAT TO MEASURE

Time to first useful response, qualified showings held, wrong-availability claims, and handoff failures.

DECISION NOTE

Before expanding this step, choose an owner, sample real outputs, and write down the error that would make you pause.

The lead-to-showing chain October 2026
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DECISION 3 OF 6

Fair housing changes the test

Housing access is not an ordinary recommendation problem. The Fair Housing Act prohibits discrimination
in housing, regardless of whether a person or software helps make the decision. Avoid prompts, targeting
rules, or descriptions that steer people by protected characteristics or use proxies for them. In rental
screening, confirm that input data is accurate and relevant, an applicant can understand an adverse
decision, and a disputed record can be corrected. GAO's 2025 review documents transparency and
data-accuracy risks; check current federal and local requirements for the actual workflow.

REAL-WORLD SCENARIO

A property manager tests screening output using cases with disputed records and checks whether applicants receive a
specific route to challenge inaccuracies before denial is final.

WHERE IT FAILS

A vendor score uses a mismatched record and no one can explain why a qualified applicant was rejected.

WHAT TO MEASURE

Disputes, reversals, unexplained denials, response time, and outcomes across relevant groups.

DECISION NOTE

Before expanding this step, choose an owner, sample real outputs, and write down the error that would make you pause.

Fair housing changes the test October 2026
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DECISION 4 OF 6

Marketing without synthetic confusion

Photos, floor plans, and descriptions help a buyer decide whether to visit. Al can improve clarity, but the
finished asset should not erase defects, add a view, or suggest a fixture stays when it does not. Keep the
original media and a record of edits. Label material virtual staging or illustrative concepts, and verify what
the relevant listing platform and jurisdiction require.

REAL-WORLD SCENARIO

A team uses virtual staging to show a possible furniture arrangement, labels it as staged, and keeps an unaltered photo
one click away.

WHERE IT FAILS

A generated kitchen image removes visible water damage and attracts offers on a false premise.

WHAT TO MEASURE

Corrections, showing-to-offer conversion, media complaints, and deal fallout tied to expectation gaps.

DECISION NOTE

Before expanding this step, choose an owner, sample real outputs, and write down the error that would make you pause.

Marketing without synthetic confusion October 2026
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DECISION 5 OF 6

Transaction authority and economics

Al may help assemble a checklist, compare contract versions, or remind an agent of a deadline. It should
not set terms, waive contingencies, transmit funds, or speak for a client without explicit review. Calculate
value from completed transactions and service quality: faster response can be valuable, but only if it
creates qualified meetings and retained client trust. Separate released agent capacity from actual reduced
expense.

REAL-WORLD SCENARIO

A transaction coordinator receives an Al-prepared milestone list, verifies it against the executed contract, and records
each human-approved deadline in the transaction system.

WHERE IT FAILS

The assistant reads an unsigned draft and marks an inspection contingency as waived.

WHAT TO MEASURE

Missed deadlines, manual corrections, client inquiries, qualified meetings, and completed transactions.

DECISION NOTE

Before expanding this step, choose an owner, sample real outputs, and write down the error that would make you pause.

Transaction authority and economics October 2026
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DECISION 6 OF 6

A 90-day brokerage pilot

Days 1-20: select one market and workflow, audit property-data freshness, and establish response and
correction baselines. Days 21-45: run draft-only output against past listings or inquiries and score
accuracy. Days 46-70: use approved messages with a small group, logging overrides, complaints, and
appointments held. Days 71-90: compare outcomes to a credible non-Al group or prior matched period;
inspect fair-housing and transaction exceptions before expansion.

REAL-WORLD SCENARIO

The pilot includes a broker, listing agent, property-data owner, operations lead, and someone responsible for fair-housing
review.

WHERE IT FAILS

The team counts messages sent as success while agents spend the next day apologizing for wrong information.

WHAT TO MEASURE

Current listings, correct answers, useful response time, showings held, complaints, and downstream rework.

DECISION NOTE

Before expanding this step, choose an owner, sample real outputs, and write down the error that would make you pause.

A 90-day brokerage pilot October 2026
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NAMED SOURCES

What the public cases do - and do not -
show

Provider announcements, professional guidance, and survey reports carry different evidentiary weight.

NAR 2025 Technology Survey

NAR reports 58% of respondents had used ChatGPT, while perceived business impact was mixed: 33% moderately
positive and 46% neutral/no noticeable impact.

Limit: Member survey responses are not an experiment and do not establish which tools caused a sale.

Use it: Set a property- and client-level baseline before treating adoption as performance.

RE/MAX MAXRefer
RE/MAX announced a real-time, Al-powered referral system across its network in 2025.

Limit: The company announcement describes a product rollout, not independently verified referral conversion or consumer
outcomes.

Use it: A referral handoff is a useful test if acceptance, response, and close are measured.

GAO rental-technology review

GAO's 2025 review found that algorithmic screening can leave applicants and owners unable to explain decisions; it also
documented enforcement actions over inaccurate or outdated screening data.

Limit: GAO reviewed selected technologies and interviewed nongeneralizable groups. Its findings are not a prevalence estimate
for every landlord.

Use it: Preserve a specific explanation and correction route for applicants.

Named evidence October 2026
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BUSINESS CASE

Calculate the gain after the review.

Use one unit of work: one reviewed matter, reconciliation, or property inquiry. Replace the illustrative inputs below
with local observations.

ILLUSTRATIVE MODEL

A transaction coordinator receives an Al-prepared milestone list, verifies it against the executed contract, and records
each human-approved deadline in the transaction system.

THE SAME EQUATION IN EVERY SECTOR

Net reviewed minutes = preparation time removed - new verification and correction time. Cash savings

require an actual reduction in paid cost. Freed time is capacity until it changes a measured outcome.

FIVE-GATE SCORECARD

Can every property claim be traced to a current approved record?

Does each inquiry reach a responsible person with context and consent?

Are material image changes clear to a buyer or renter?

Can an applicant challenge a screening error before harm compounds?

Are transactions and money movement kept behind explicit human approval?

Decision rule: if a material gate is unanswered, keep the trial limited and assign a fix. A high average score does not cancel one severe
failure.

Economics and scorecard October 2026
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IMPLEMENTATION

A 90-day path that earns the next step

The report does not prescribe a universal threshold. Set your own before the pilot, using the error cost and the
baseline for this workflow.

DAYS 1-20 Define and baseline

Choose one task, accountable owner, source records, allowed data, and excluded actions.
Measure recent work before changing the process.

DAYS 21-45 Test on known work

Run past cases or a non-production sample. Keep a log of omissions, unsupported claims,
corrections, and review time.

DAYS 46-70 Use under review

Allow a small live group to use the output with named approval and a manual fallback. Sample
both easy and difficult cases.

DAYS 71-90 Decide by outcome

Compare approved work, cost, service, and severe errors to the baseline. Scale, modify, or
stop by workflow.

90-day pilot October 2026
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AUTHORITY MAP

What Al may prepare - and who decides

A practical starting matrix. Change the permissions to match the job, the customer, and the cost of a wrong
action.

WORK Al MAY PERSON CHECKS
Listing remarks Draft from approved property fields Verify every material claim and image
PAUSE IF Invented feature or misleading media
Lead reply Prepare answer and appointment Confirm availability and send

options
PAUSE IF Wrong availability or missing consent
Rental screening Organize information for review Evaluate accuracy, criteria and dispute
PAUSE IF Opaque or uncorrectable denial
Transaction milestone Extract possible dates and tasks Check executed contract and approve
PAUSE IF Wrong deadline or autonomous term change

Decision rights October 2026
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FAILURE CHECKS

Six ways an apparently good pilot can fail

Test the weak points before a customer, client, auditor, or court discovers them.

o1 Stale listing

A home is marketed after status changes.

Check: Set a feed freshness rule and owner.

03 Steering

A prompt or targeting rule proxies a protected trait.

Check: Review language, targeting and outcomes.

05 Missed handoff

A lead receives a quick reply but no responsible agent.

Check: Track acceptance and held appointments.

Failure library

02 Synthetic defect

An edited image removes a material condition.

Check: Keep original media and review every change.

04 Record mismatch

A screening file belongs to another applicant.

Check: Verify identity and provide dispute route.

06 Contract drift

The assistant reads an unsigned draft as final.

Check: Use the executed version and human
approval.

October 2026
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BEFORE PROCUREMENT

Ask for a demonstration on your own work

A polished sales demo answers almost none of the questions below. Request written answers and a small test on
records you control.

o1 Which property feed is authoritative and how often is it refreshed?

92 Can we recover original images and see every material edit?

93 Can the assistant show who approved a client-facing claim?

04 How are consent, agent assignment and held appointments recorded?

o5 Can an applicant see and challenge inaccurate screening information?

06 Which transaction and money actions are technically impossible for the Al?

Request a versioned export of sample outputs, errors, reviewer changes, and source links. If the supplier can only show a
success story, the evidence is not ready for a scale decision.

Vendor diligence October 2026
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PRINTABLE WORKSHEET

Write down the trial before the first login
One page can prevent weeks of arguing about whether an impressive demo became a better operation.
01 MARKET, PROPERTY TYPE AND WORKFLOW

02 LISTING FEED AND UPDATE OWNER

03 BROKER AND FAIR-HOUSING REVIEWER

04 BASELINE RESPONSE, SHOWING AND CORRECTION MEASURES

05 MISLEADING-CLAIM AND SCREENING STOP TRIGGERS

06 CONSENT AND TRANSACTION AUTHORITY BOUNDARY

07 MANUAL HANDOFF AND DECISION DATE

Scale, modify, or stop? Decide from the documented baseline, severe-error rule, reviewed-work quality, and total cost - not

the number of prompts or drafts.

Pilot charter October 2026
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SOURCE LEDGER

Open the evidence. Keep the scope.

Sources checked for this October 2026 edition. Links are clickable in the PDF.

Method: we synthesized dated primary guidance, original professional or member surveys, and named company
announcements. This is not a representative survey conducted by Al Adoption Trends. lllustrative scenarios and economic
calculations are explicitly examples; they are not reported customer outcomes. Figures keep the source sample and

wording.

01 NAR 2025 REALTORS Technology Survey

02 NAR 2025 technology survey announcement
03 GAO rental-housing technology review (2025)

04 Fair Housing Act, 42 U.S.C. 3604

05 RE/MAX MAXRefer announcement (2025)

Use this report to frame a local test. Check current rules and source versions before a consequential decision.

Questions or corrections: gary@aiadoptiontrends.com

Methods and sources October 2026


https://cms.nar.realtor/sites/default/files/2025-10/2025-realtors-technology-survey-report-10-06-2025_1.pdf
https://www.nar.realtor/press-releases/realtors-embrace-ai-digital-tools-to-enhance-client-service-nar-survey-finds
https://www.gao.gov/products/gao-25-107196
https://www.govinfo.gov/content/pkg/USCODE-2024-title42/html/USCODE-2024-title42-chap45-subchapI-sec3604.htm
https://news.remax.com/wp-content/uploads/2025/05/Final-Press-Release-RESAAS-KGC.pdf
mailto:gary@aiadoptiontrends.com

